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ABSTRACT 
In developing the right path for organizations, one of the challenges that leaders are facing nowadays is 
managing workforce diversity. Although organizations have become more accommodating to change, 
organizational change is still very risky and this may affect organizational commitment of employees. In 
this respect, when employees perceived uncertainty in organizational change, there will be creation of 
occupational stress, which lowers employees’ organizational commitment and job satisfaction, thus 
intensifies the intention to leave. Since understanding organizational commitment is essential to 
managing an organization in improving overall performance, this study investigated the influence of 
personal factor on the employees’ organizational commitment. In this respect, this study focused on the 
relationship between personal factor (personality) and organizational commitment (affective, 
continuance and normative) among the Generation Y non managerial employees in the Malaysian 
context. Using a self-administered survey, a random sample of 400 respondents was chosen from the 
various service organizations in few states within Peninsular Malaysia. The findings showed that 
personality significantly influenced organizational commitment. Based on the research findings, 
theoretical and practical implications are discussed.  
 




As uncertainty and global competition accelerate, the concept of diversity has become increasingly 
important to leaders nowadays. This is because the new environment often calls for new values and 
ways of doing things. Workforce diversity is a people issue; it focused on the differences and similarities 
that people bring to an organization. Diversity is often interpreted to include dimensions which 
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influence the identities and perspectives that people bring, such as profession, education, parental, 
status and geographic location. Shaw and Barrett (1998) states that diversity is an increasingly important 
factor in organizational life as organizations become more diverse in terms of gender, race, ethnicity, 
age, and other personal characteristics. Today, the workforce comprises of people who come from 
different generations and with different attitudes, needs, desires, values and work behaviours. 
As managers make decisions for coping with change, they must consider not only how firm performance 
will be affected but also how employees will be affected. Can commitment to change be obtained and, if 
so, will that help the implementation efforts? This issue warrants research attention. There is a growing 
interest in understanding how change is experienced by individual employees and researchers are 
beginning to investigate the role of employee commitment in organizational change situations 
(Herscovitch and Meyer, 2002). To attain commitment, it is believed that top management must strive 
to understand the drivers of organizational commitment and its critical role in the successful 
implementation of strategic initiatives. A study performed over a ten year period (Erickson, 2007) 
concluded that a generational demographic shift had already begun. The study found that the oldest 
members (Traditionalists) of the workforce would fade into retirement by 2006 and that “two 
experienced workers will leave the workforce for everyone who enters.” The emerging generation of 
Baby Boomers (born between 1946-1964) was reported as becoming the “aging workforce” and that 
each day more and more Baby Boomers turned 55 years old. This leaves today’s workforce in the hands 
of Boomers for a short while, to be eventually turned over to Generation X (born between 1965-1980) 
and Generation Y workers (born between 1980-2000). Kidwell (2003) suggested leaders should consider 
change initiatives in view of the demographics of the aging workforce. Organizations undergoing major 
change initiatives will depend on the help of the younger employees, some of these people may have 
high-levels of change resistance. Leaders need to understand the characteristics of the various 
generations and to know the most appropriate tactics for reducing change resistance with younger staff 
(Kidwell, 2003). In a knowledge economy, investment in new technology, multi skills, innovation and 
creativity, and increased competency are the drivers of public and private sector performance. 
Reforming the approach to fully meet these new challenges may require greater workforce 
commitment. Employers are seeing a significant difference in expectation of work when it comes to 
Generation Y workers because Generation Y grew up in an environment where information was at the 
touch of a button due to technology being readily available (Tulgan, 1995). Organizations today are 
experiencing a higher level of difficulties with relating to and retaining Generation Y workers because of 
these generational traits within generation Y workers (Chester, 2005). Generation Y is now entering the 
workforce in droves and will shape and transform the workplace like no other generation before it 
(McGee Jr, 2004). Generation Y spent a  good deal of time watching as their parents rose to the top of 
the corporate ladder, balancing work and family, and they have seen the parents lose jobs as a result of 
downsizing and reorganizations. Hence, for this generation, work is temporary and unreliable. They are 
less committed to an employer, sensing that employers are less committed to long-term employment. In 
some respect, this group is opportunistic and will job hop to meet their immediate wants, needs and 
goals (Gerkowich, 2005).  
Getting commitment and retaining young workers has never been as difficult as it is now. They would 
leave one organization if they perceived a better offer from another organization. (Chester, 2005). Many 
HR departments are trying to figure out how to keep young workers from leaving their organizations. 
With respect to Malaysian context, job-hopping has become a trend among the workforce. This subject 
has been reviewed more in detail and was recently discussed pertaining to ‘why job-hoppers hop” (The 
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Star, 2012). In this context, there is a changed in priorities for gen Y employees. The reason of leaving is 
not always just about the pay but also come from factors such as meaning in their job and work life 
balance.  In this respect, employee retention is one of the hottest topics among the HR challenges. With 
Generation Y making up 38.6% of the current workforce in Malaysia (Statistic Department of Malaysia, 
2011), this study on organizational commitment of the current Generation Y is deemed appropriate.  As 
suggested by Kidwell (2003), understanding the characteristics of the various generations is a key in 
knowing appropriate tactics for reducing change resistance with younger staff. Since organizational 
commitment is an important antecedent of turnover, the predictive effect of personality traits on 
organizational commitment may have important practical effectiveness.  
 
2. RESEARCH QUESTIONS 
i.  What is the level of organizational commitment among Generation Y employees toward their 
organizations? 
ii.  Do personality traits contribute to this organizational commitment?  
 
3. ORGANIZATIONAL COMMITMENT 
Organizational commitment has been defined as “the relative strength of an individual’s identification 
with and involvement in a particular organization” (Mowday, Porter, & Steers, 1982) and a 
“psychological link between an employee and his or her organization that makes it less likely that the 
employee will voluntarily leave the organization” (Allen & Meyer, 1996,). When aggregated to the 
organizational subunit level, high levels of commitment are associated with positive organizational 
outcomes such as productivity, quality and profitability (Huselid 1995; MacDuffie 1995) and elevated 
levels of customer satisfaction and sales achievement (e.g., Gelade & Young, 2005). At the individual 
level of analysis, commitment predicts important employee behaviours such as staff turnover, 
absenteeism, organizational citizenship or extra-role behaviours, and performance (Allen & Meyer, 
1996; Mathieu & Zajac, 1990; Meyer, Stanley, Herscovitch, & Topolnytsky, 2002; Steers, 1977). 
Herscovitch and Meyer (2002) introduced a three-component model of commitment to organizational 
change (based on Meyer and Allen, 1991) and demonstrated that employee commitment to a change is 
a better predictor of behavioural support for a change. The three components are: affective, normative, 
and continuance.  
According to Meyer and Allen (1991), affective commitment (AC) “refers to the employee’s emotional 
attachment to, identification with, and involvement in the organization” (employees stay with a firm 
because they want to); continuance commitment (CC) “refers to an awareness of the costs associated 
with leaving the organization” (employees stay with a firm because they need to); and normative 
commitment (NC) “reflects a feeling of obligation to continue employment” (employees stay with a firm 
because they ought to). Based on the past research on organizational commitment, there have been 
numerous studies conducted on this subject throughout the world’s organizations. However, despite the 
awareness of its importance, limited research has been conducted on organizational commitment using 
the Malaysian Generation Y’s workforce as a sample.   
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4. PERSONALITY TRAITS 
Personality defined as enduring emotional, interpersonal, experiential, attitudinal and motivational style 
that explains individual’s behaviour in different situations (McCrae & Costa, 1989). A review of the 
Industrial/Organizational psychology literature suggests that the sum of all personality characteristics 
can be categorize in five basic trait dimensions- extraversion, conscientiousness, agreeableness, 
openness to experience and neuroticism. These five trait dimensions subsequently labelled as the Big 
Five Personality (Hough, 1992; Digman, 1997). The first dimension, extraversion, has been related with 
heightened level of sociability. Individuals high in extraversion tend to like groups and gatherings, to be 
talkative and energetic and generally to be more active and assertive (Costa & McCrae, 1992). 
Conscientiousness dimension described as a form of conformity to rules and standards, and linked to 
traits like responsibility, organization, hard work, impulse control and prudence (Barrick & Mount, 
1991). Individuals high on conscientiousness is also dependable and trustworthy (Costa & McCrae, 
1992). The third dimension, agreeableness has been associated with conformity with others and 
friendliness in the interpersonal setting (Hogan & Hogan, 1986; Digman, 1990). 
Individuals high on agreeableness tend to be more helpful and sympathetic towards others, as well as 
more trusting of the intentions of other people (Costa & McCrae, 1992). The fourth dimension, 
openness to experience appears to be a personality trait that reflects individuals’ habitual willingness to 
try new ideas, tolerate ambiguity and dissonance and generally be curious and eager to learn (Barrick & 
Mount, 1991). Individuals high on openness to experience tend to be open minded, original in thought, 
intelligent, imaginative, and non-judgmental. Finally, neuroticism personality is associated with lessened 
emotional control and stability (Mount & Barrick, 1995). Furnham, Petrides, Jackson and Cotter (2002) 
suggested that personality played an important role in the development of organizational commitment, 
extending the validity of the personality-job attitudes linkage to organizational commitment. Given that 
organizational commitment is an important antecedent of turnover, the predictive effect of personality 
on organizational commitment may have important practical utility.   
 
5. THEORETICAL FRAMEWORK 
Based on the above explanation regarding the issues of organizational commitment and personality, this 









(Independent variable)                            (Dependent  variable) 
 
 Personality traits                                    organizational commitment 
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6. METHODOLOGY 
6.1 Research design 
The research design employed in this study is a survey-based study of Generation Y full time workers 
employed at both the public and private service sector organizations. The unit analysis of this study is 
individual generation Y employee (support staff).  
 
6.2 Instrumentation 
This study uses self administered structured questionnaire as a measuring instrument. The survey 
instrument was established in the literature and drawing upon previous studies dealing with 
organizational commitment and personality. The instrument used to measure organizational 
commitment was adopted from Meyer and Allen’s (1991) 24 items instrument. Measurement for 
personality traits was an adaptation from John, Donahue, and Kentle’s (1991) Big Five Inventory (20 
items). The constructs were measured by Likert-5 item scales which have appeared in the literature and 
have demonstrated reliability and validity. All of the scales items ranged from strongly disagree to 
strongly agree. 
 
7. FINDING & DISCUSSION 
7.1 Profile of Respondents 
This section summarizes the demographic profiles of the respondents with respect to age, gender, 
organizational sector and working experience. The sample indicates that majority of the respondents 
were from the age group between 26-30 years of age; comprising of a total of 63.3% of the total sample 
size (384). The male respondents represented slightly higher percentage of the total sample (54%) 
compared to the female respondents (46%). There were an equal balance of respondents from both the 
public and private sectors while most of them (93%) had 3 or more years of working experience. 
 
7.2 Reliability analysis 
To ensure the reliability of the scales, internal consistency confirmation of the scales was performed by 
checking the Cronbach’s alpha coefficient. The cut-off point for measuring the reliability for this study is 
alpha value of above 0.70 as recommended by Nunnally and berntein (1994). Table 1 below showed that 
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7.3 Descriptive statistics &  analysis 
In order to describe the responses for the variables under study, descriptive statistics such as mean and 
standard deviation on the variables were obtained. From the results in Table 2 and 3 below, it  can be 
seen that the means of the dependent variable (organizational commitment) and  independent variable 
(personality traits) were high among the employees.  The mean and standard deviations of both 
variables are shown in Table 2 and Table 3 below. 
 
Table 2: Descriptive Statistics of Organizational commitment 
   Items       Mean         Standard Deviation 
Not easily attached to another organization  4.020  0.723 
Feel as if this organisation’s problems are my own 3.947  0.740 
Life disrupted if decided to leave my organisation 3.902  0.648 
Like part of the family in my organisation  3.850  0.693 
Believe that loyalty is important    3.809  0.687 
Happy to spend career in the organisation  3.740  0.703 
Feel emotionally attached    3.739  0.707 
Believe a sense of moral obligation to remain  3.734  0.622 
Taught to believe to remain loyal   3.729  0.632 
Feel not right to leave if get better offer   3.727  0.690 
Sensible to be ‘company man’ or ‘company women’ 3.704  0.644 
Things are better when people stayed for most of their  3.702  0.645 
careers 
Leaving would require considerable sacrifice  3.683  0.706 
Enjoy discussing my organization with outside people 3.663  0.674 
Moving to another organisation seem unethical   3.642  0.789 
Too costly to leave my organization now  3.615  0.767 
 Consequence of leaving would be the scarcity          3.560  0.695 
of available alternatives 
Staying is a matter of necessity as much as desire 3.480  0.840 
Have too few options to consider when leaving the 3.343  0.826 
 organization 
Think that people move from company to company  3.303  0.760 
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very often 
 Organization has personal meaning for me  3.253  0.922 
Strong sense of belonging to my organization  3.025  0.929 
Very hard to leave now even if I wanted to  2.985  1.022 






Table 3: Descriptive Statistics of Personality Traits 
      Items      mean  standard deviation 
 
I am considerate and kind to almost everyone     3.947                    0.638 
I like to cooperate with others                                               3.945       0.647 
I generate enthusiasm                        3.850                    0.574 
I am outgoing, sociable                                                  3.842              0.583 
I have a forgiving nature                                                          3.835                  0.595 
I persevere until the task is finished   3.823                  0.683 
I am emotionally stable, not easily upset  3.813                     0.692 
I am full of energy                 3.807                     0.576 
I do things efficiently            3.799                   0.598 
I make plans and follow through with them   3.772                  0.654 
I remain calm in tense situations   3.750                 0.727 
I am relaxed, handle stress well     3.743                0.684 
I am generally trusting     3.679               0.742 
I am original, come up with new ideas    3.655                0.691 
I hardly feel depressed     3.643            0.759 
I am talkative      3.592           0.702 
I am curious about many different things  3.560              0.802 
I am inventive      3.528           0.667 
I am a reliable worker     3.523    0.834 
I have an active imagination    3.470   0.816 
 
 
7.4 Hypothesis Testing 
H1: There is a significant correlation between personality traits and organizational commitment of 
generation Y employees.  
In order to answer to the hypothesis, correlation analysis was conducted where the correlation 
coefficient illustrates the relationship between the independent and dependent.  Table 4 below 
displayed the Pearson Correlation matrix of the variables. The results showed that organizational 
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commitment was found to have strong correlation with the independent variable at p<0.01. In this 
context, organizational commitment and its components (affective, normative, and continuance) 
showed positive correlation with all the 5 factors of personality traits, namely conscientiousness, 
extraversion, agreeableness with values above r=0.5, while, openness and neuroticism with values of 
r=0.474 and r=0.431 respectively. 
 
Table 4:  The Pearson correlation matrix 
Variables    OC         AC             CC             NC             PT           O              C               E              A              N 
 
OC               1                  
AC           0.744**       1 
CC           0.764**    0.322**    1 
NC           0.802**    0.420**   0.426**    1     
PT     0.639**    0.528**   0.453**   0.503**     1          
O            0.474**    0.348**   0.492**   0.256**   0.753       1 
C             0.527**    0.420**   0.330**   0.469**   0.846    0.613**      1 
E             0.551**    0.508**   0.259**   0.514**   0.839    0.542**   0.744**     1 
A           0.512**    0.377**   0.319**   0.488**   0.780    0.402**   0.585**  0.640**    1 
N           0.431**    0.418**   0.316**   0.272**   0.671    0.305**   0.375**  0.412** 0.460**      1 
 
**Correlation is significant at the 0.01 level (2 –tailed); **correlation is significant at the 0.05 level (2-tailed)  
 
8. CONCLUSION AND FUTURE RECOMMENDATION 
The researcher found the overall model of personality traits to have positive relationship with 
organizational commitment and its three dimensions. The results were in line to the results reported by 
Iverson and Buttigieg (1999), Omdahl and O’Donnell (1999), Bozionellos (2003) or Silva (2006). Erdheim, 
Wang, and Zickar (2006), reported that extraversion was significantly related to various aspects of 
commitment including affective commitment. Neuroticism was related to continuance commitment, 
while agreeableness was related to normative commitment. In this study, openness to experience was 
found to have positive relationship with organizational commitment and its three dimensions. However, 
this finding is not in lined with the findings of Kumar and Bakhshi (2010), where openness to experience 
had negative relationship with continuance and normative commitment.  
In terms of consciousness, this study contradicts the findings of Kumar and Bakhshi, (2010) where 
conscientiousness was found to be positively related with continuance and normative commitment but 
conscientiousness -affective commitment was statistically insignificant. However this is in lined with 
Meyer et al (1991) where they mentioned that conscientiousness is associated with self-control and 
these traits do not relate to affective organizational commitment because it involves emotional 
attachment to and involvement in an organization. As expected, of the three components of 
organzaitonal commitemnt, agreeablenes positively predicated affective and normative commitent. 
However, it is not in lined with the meta-analysis of Judge, Heller and Mount (2002) where they found 
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that previous research has shown negative correlation between agreeableness and positive reactions 
such as job satisfaction. One of the possible reasons that agreeableness is positively related to affective 
commitment in this context is due to the Asian culture where employees who have this trait are likely to 
be more receptive to organizational demands, therefore are more emotionally attached to the 
organization. However, the findings on the positive relationship  with normative commitment concurs 
with (Erdheim, et al., 2006) where agreeableness directly related to emotional hospitality and such 
emotion increased an employee’s identity with his or her work environment, thereby growing the need 
to reciprocate the organization for providing a supportive social environment leading to increase in the 
level of normative commitment.  
Neuroticism was found to have positive relationship with affective and continuance commitment and 
insignificant relationship with normative commitment. The findings  on affective commitment is 
consistent with Erdheim, Wang, and Zickar (2006), but not consistent with previous research that has 
shown neuroticism to be inversely related to important work outcomes such as job performance and job 
satisfaction (Kumar & Bakhshi, 2010), Judge, Heller and Mount, 2002).  
The present results support the belief that the five factor model acts as a framework in exploring the 
foundations of organizational commitment (Kumar & Bakhshi, 2010). As Bilgrami and Raja (2006) 
pointed out that personality traits would be related to organizational commitment and provide opinions 
how the Big Five traits would map differently on the three dimensions of commitment suggested by 
Meyer and Allen (1991).   
 
9. CONCLUSION 
The present results support the belief that the five factor model acts as a framework in exploring the 
foundations of organizational commitment (Kumar & Bakhshi, 2010). As Bilgrami and Raja (2006) 
pointed out that personality traits would be related to organizational commitment and provide opinions 
how the Big Five traits would map differently on the three dimensions of commitment suggested by 
Meyer and Allen (1991). The results of this research also suggest that employees with high level of 
openness to experience, extraversion and agreeableness, would feel more satisfied with their work and 
be willing to make commitment. Practically, the current study provide some understandings to 
administrators with insights into the role of individual difference in the development of organizational 
commitment. The present study may provide some guidance in attracting, developing and retaining 
valueable employees, increase employees’ commitment and satisfcation with their work, reduce 
employee trnover and improve the level of performance. 
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